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Chapter 1

Introduction

Imagineanorganizatiorwhereyou pick up your phonecall aco-
workerfrom adifferentprojectin anotheivision, state or coun-
try to askhow shehandleda challengingsituation,andgetanex-
tremelyuseful resporse. Thisin turn simulatesaconvesationthat
leadsto brainstormingsolutions andinnovation.Plus,thecostto
yourdivisionis only anoffer of athankyou andtherecognitionof
yourco-worker:nolengthy, time-consumingesearciprogramno
unnecessary documenting of information. It is quick, painless, per-
hapsevenfun, andpeoplecreatednsteadof diminishedrelation-
shipsin theprocessChangeandlearningoccurthroughsuchrela-
tionships,creatingopportunitiesfor both the employeesandthe
organization to grow while actively sharing knowledge.
Doesit soundioogoodto betrue?Notto GreenCapitalBank!
a well-known financial institution that integratesan approachto
knowledge management calldgdpreciative Sharing of Knowledge
[ASK] to createacultureof trueknowledgesharingthatpositively
impactsthe bottomline.
Knowledgemanagementasemeagedasoneof the mostac-
tive areasof researchand practicefor improving organizational
efficiency and quality of life. Hundredsof consultantsvho had
developed strong practices with re-engineering have redefined
themselvesischangeagentdirectly addressindicnowledgeman-
agementissueghatimpairchangén organizationsQrganizations
of all sorts, for-profit, nonprofit, and public sectors alike, have
developed knowledge management strategies, processes, or practices,
even if they don’t recognize or acknowledge the changes they have
made.
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Terms like intellectual capital, knowledge industry, knowledge
societ, knowledgeage,knowledgeworker, knowledgecreation,
andknowledgesharingappeaiin all formsof businessnedia.In
addition,a new genreof professionatitles for thoseresponsible
for knowledgemanagemernih organizationdhvasemeged,suchas
chiefknowledgeofficer, chieflearningofficer, andknowledgear-
chitect,addingcredenceo theneedfor knowledgegeneratiorand
retention inside organizations. Occasionally, these efforts, as in
GreenCapitalBank,occurthroughtheefforts of humanresource,
organizational development, or “learning” departments.”

ThisFocusBookwill tell thestoryof thisorganizatiorandthe
efforts of its learningdepartmento createstrategicorganizational
change through knowledge management. Knowledge management
was critical for maintaining the competitiveness of the Green Capital
Bankin thebankingindusty. The organizationalearningdepart-
mentrecognizednanagingknowledgeasthe mosteffective way
for creatingstrategicchangen the GreenCapitalBank.Awareof
thefastpaceof changdn thefinancialservicesndustry, theysaw
the need to be proactive and think innovativel

Though there is no agreed upon definition of “knowledge man-
agement,” the term generally refers to a broad spectrum of organiza-
tional practices, methods, processes, and approaches coalescing around
the task of generating, capturing, and sharing the know-how, special-
ized knowledge, expertise, and best practices relevant to the core busi-
ness of an organization. The following items are generally considered
integral components of knowledge management:

» Generatinghew knowledgeinternally and accessingralu-

ableknowledgefrom outsidesources
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* Representingnowledgein documentsgatabasesndsoft-
ware
* Facilitatingknowledgegrowth throughculture andincen-
tives
» Transferringexisting knowledgethroughoutthe organiza-
tion
 Creatingawarenessf the benefitsof retainingknowledge
within the aganization as changes occur and people leave.
In summay, knowledgemanagemenhasboth technicaland
socialaspectsThe technicaldimensionhasreceivedmostof the
attentionandresource$eadingto thedevelopmenbf hundredof
“KM Architectures,’essentialljknowledgemanagementollabo-
rative software.Recenty, the latter socialdimensionhasbecome
more visible asthe technicalside hasmaturedand practitioners
beginning to appreciate the “soft” people management side of
knowledgemanagement.

Why Knowledge Management?

What is the basis for this increased attention for knowledge manage-
ment? Part of the answer lies in the belief that we are living in a knowl-
edge economy or knowledge society where the primary exchange code
is information-turned-knowledge. Those who have it, or have more
than others, have a competitive advantage. Hence, if organizations want
to maximize chances for success, they must have a plan for the cre-
ation, sustenance, and sharing of knowledge.

Knowledgehasalwaysplayedan importantrole in societal
advance. In 800 B.C., Indian mathematicians built upon generations
of knowledgeto developmathematicghatis quite sophisticated
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evenby todays standardsPhoeniciansvereimplicitly concerned
with how knowledgeabouttradelogisticsandmerchanpractices
was built, transferred to employees, and successfully applied. With
suchroots,claimingthatwe now live in a“knowledgesociety”as
if it wereuniqueis no moreinformativethansayingthatwe now
live in a“power society”or “moneysociety”or “culture sociey.”?
Knowledge management is rooted in many disciplines, includ-
ing economics, education, information management, organizational
behavior, psychology, and sociology. Knowledge management em-
bracegheperspectiveslevelopedn thesesubjectareasut opa-
atesfrom thebasicpremiseof thetacit natureof knowledge Tacit
knowledges personaknowledgerootedin individual experience
andinvolving personalbelief, perspectiveand values.Philoso-
pher of scienceMichael Polyani (1967) famously characterized
tacit knowledgeasthat “which we know but cannottell.” A key
aspectof knowledgemanagemenis finding waysto apprehend
thetacitknowledgeof long-timeemployeesgustomersglients,or
otherstakeholders.
Making gooduseof tacit knowledge howeve, is a challeng-
ing task. Typically, employeegnay not wantto sharewhat they
know, fearingthat oncethey sharetheir specializedknowledge,
they may not be neededTherefore encouraginghosewho have
tacit knowledgeto shareit organization-wideis vital. This book
attemptsto respondto this situationin two ways:first, by intro-
ducing ASK, or appreciative sharing of knowledge; second, by
encouraging the important but often unrecognized and
underappreciatepotentialof knowledgemanagemenfor initiat-
ing or facilitating organizationathangel suggesthatknowledge
managemeris inherentlyembeddedh changeparticularlyin the
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dynamicquality of knowledge-as-a-sense-of-worth.

Knowledge is dynamically embedded in networks and pro-
cessesswell asin thehumanbeingswho constituteandusethem.

In otherwords, peopletypically acquireknowledgefrom estab-
lished organizationalroutines,the entirety of which are usually
impossiblefor any onepersonto know. The acquiringof knowl-

edge is, in essence, a mutually constructed activity. To build it alone
andto keepit to oneselfis to createa singlenes®f mind—taking
awaytheusefulnessf theknowledgewisdom,andaspirationsof

the “knower(s).”

Philosopher of science and psychologist Kenneth Gergen
(1999)suggests|If we areto generataneaningogethemwe must
developsmoothandreiterativepatternsof interchange—alance
in which we moveharmoniouslytogether”(p. 160). He suggests
thatto mutually constructour world, we mustengagen a coordi-
natingdiscoursavith asignificanceof self-expressioractivemu-
tual affirmation, and regular recreation of our worlds (1999, pp.158-
164). Within this conceptualframework Taos Institute basesits
Focus BookAppreciative sharing of knowledge: Leveraging knowl-
edgemanagementor strategicchange Appreciativesharingof
knowledge [ASK] becomes an integral part of organizing—whether
in the workplaceor otherwise—wheran invitation to bring to-
gether and share knowledge occurs. As the knowledge sharing gains
momentumthepositiveenagy generatedoftengheresistanceo
changetypically encountered in most change efforts and empowers
individualsto positively impactorganizationakchange Through-
outthebook,this dualfocus—initiatingASK andleveragingt for
change—uwillbeevident.



